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ABSTRACT

The lack of performance feedback for officers of the Digtrict of Columbia Fire and
Emergency Services Department (DCF&EM SD) prompted a close examingtion of the current
performance gppraisa system used by the department. The problem prompting this research was
that the current performance appraisal system did not provide for effective performance feedback
to devel op leaders and managers for the department. Effective leaders and managers play a mgjor
role in the success of any organization. The DCF&EMSD is no different from other
organizations; it must provide feedback for the growth of department officersinto leaders and
managers.

The purpose of this research was to develop a plan to implement a 360-degree
performance gppraisa system for the officers of the DCF&EMSD. The use of 360-degree
performance appraisal systems provides the developmenta instrument needed for officers as part
of their overal performance evaluation process. The action research method was used. The
following research questions were answered:

1 Would the officers in the 1998 research be willing to submit to another 360-

degree performance appraisa?

2. Have the officers involved in the 1998 research used their 360-degree
performance appraisa feedback to develop their leadership and management
ills?

3. Should implementing a 360- degree performance appraisal system be ashort term

(sx months) or along term (two years) plan?



4, Who are the key players in the change process, and what are the critical
components and sequentia order of tasks that will need to be accomplished in
order to implement a 360- degree performance appraisa system?

The procedures used to conduct this research included: aliterature review, informationa
interviews with experts, and follow-up interviews with the members who were part of the 1998
research.

The results showed that a 360-degree performance gppraisal system provided challenging
feedback, and that al the members interviewed were using this feedback to improve their
development as leaders and managers. The key players, critica components and sequentia order
of tasks could be identified. The project will need to be along-term (two years) process.

Recommendations included moving forward with a plan to implement a 360-degree
gppraisal system for officers of the department. The developed plan should be given to the
contractor selected for implementing performance evauation for the entire Digtrict Government
and the Fire and Emergency Medica Services Department should be selected as a pilot agency.
The plan has been developed and can be reviewed in Appendix A, Plan to Implement 360

Degree Performance Appraisal System.
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INTRODUCTION

The development of |eaders and managers requires them to receive performance feedback
on their assigned tasks and respongbilities. Implementing a 360- degree performance appraisal
system for the DCF& EMSD will provide potentid |eaders and managers of the department with
a system that alows them to develop their leadership and management skills (Herr, 1998).
Leadership and management skills are critica to the officers at various levels of the department.

In 1998, Herr identified these officers to include: sergeant, lieutenant, captain, and
battalion fire chief. The research showed that the current system of performance evaluations
lacked the critical component of feedback. Officers need feedback on their strengths and
weaknesses in order to develop into leaders and managers. The current system lacked this
critical component.

The purpose of this research isto develop a plan to implement a 360-degree performance
gppraisal system as amethod of developing leaders and managers for the DCF&EMSD. This
plan will identify key players, critical components, and a sequentia order of tasks for
implementation of a 360-degree performance gppraisa system.

Furthermore, this research is prompted by changesin city leadership. These changes have
led to demands for greater accountability and improved ddivery of services by dl city agencies.
The new mayor, Anthony Williams, has demanded that al agency heads develop both short and
long-range plans (Williams, 1999).

A 360-degree performance appraisal system supports these values, and meets the orders
of Mayor Williams for agency heads to develop plansto improve city services. These plans can

be short term (six months) or long term (two years).



In 1998, Herr identified three limitations to the research: (1) asmal sampling (one
officer from each rank: sergeant, lieutenant, captain, and battalion chief); (2) a possibly skewed
sample (officers selected were al consdered by the researcher to be top-notch); and (3) no
follow- up component (time constraints did not provide an opportunity to seeif these officers
used their feedback to devel op leadership and management skills).

This type of performance feedback provides officers of the department with a
developmentd tool to improve their leadership and management skills. It dso holdsthem
accountable for providing better customer service to their subordinates, supervisors and peers,
because these are the people who rate them. If the DCF&EMSD can accomplish thisinterndly,
then both the internal and externa customers of the department will benefit.

This research dso atempts to determine if the limitations identified in 1998 precluded
the implementation of a 360-degree performance appraisal system.

The action research method was used.  The following research questions were posed:

1. Would the officers in the 1998 research be willing to submit to another 360-

degree performance appraisa?

2. Have the officersinvolved in the 1998 research used their 360-degree

performance appraisa feedback to develop their leadership and managerid skills?

3. Should implementing a 360- degree performance appraisal system be a short-term

(sx months) or long-term (two years) plan?

4. Who are the key playersin the change process, and what are the critical

components and sequentia order of tasks that will need to be accomplished in

order to implement a 360- degree performance appraisal system?



BACKGROUND AND SIGNIFICANCE

The Didtrict of Columbia Financid Responsbility and Management Authority (the
Control Board) was gppointed by Presdent Clinton and Congressin 1995 to oversee the
operations of the Didtrict of Columbia Government. In July 1997, the Control Board took over
the day-to-day management of nine Digtrict Government agencies by an act of Congress. The
Fire and Emergency Medica Services Department was one of the nine agencies. The Control
board has mandated that a new employee performance evauation system be in place by July 1,
1998, for every member of the DCF& EMSD.

In 1998, Herr noted that the current system was implement in 1958 (Public Law 85-584)
and required that every uniformed member of the fire department in the Didtrict of Columbia
receive a satisfactory performance rating in order to receive a service longevity step (pay)
increase. This system provided no feedback that could be used to devel op officers as leaders and
managers. In spite of mandates issued by the Control Board to the leadership of the
DCF&EMSD, thisis the performance evauation system in use today.

The department has attempted to work with the Digtrict of Columbia Office of Personnel
(DCOP) on the development of a new performance evauation system for employees. A 360-
degree performance gppraisal system will be the developmenta instrument used in the new
performance evauation system. The department has made available the author of this paper and
other personnel to work with DCOP.

District of Columbia Fire and Emergency Medical Services Department

The city of Washington, D.C. isthe Capitd of the United States of America.
Washington, D.C. is 68.7 square miles by its boundaries. The resdent population of the city is

gpproximately 564,000. However, the Washington metropolitan area has a population of more



than 4.5 million. On typica work days, the city’ s population burgeons to more than two million
(Cook, 1996).

In 1999, the DCF& EM SD operated with 32 engine companies, 16 ladder companies,
three heavy-duty rescue squads, one hazardous materias unit, and three fireboats. 1n addition,
the Emergency Medica Services Bureau operates 10 paramedic units and 16 ambulances. The
department is under the command of the fire chief, supported by two assgtant fire chiefs. The
on-duty command staff includes one deputy fire chief, Sx battdion fire chiefs, a safety officer,
and four emergency medical service supervisors. Thetota on-duty staff is 282 personnd.
Supporting the suppression and emergency medical services operations are the Communications
Divison, Training Divison, Hest Maintenance Divison, Fire Prevention Divison and the
Adminidretive Divison.

Political Lavyers of the District of Columbia

There werefive political layersinvolved in the activities of the Didtrict of Columbia
Government prior to July 1995. Agencies of the Digtrict Government, like the Fire and
Emergency Medica Services Department, reported to the Mayor, the City Council, both Houses
of Congress and at times, to the President.

The Mayor and the City Council are the dected officids of the citizens of the Didtrict of
Columbia. The form of government is a srong Mayor and aless-powerful City Council. The
Mayor prepares the City Budget, it is gpproved by the City Council, and forwarded to the United
States Congress.

The United States House of Representatives House District Committee holds hearings
on the City’ s Budget and Laws. After gpprovd in the House, they are forwarded to the United

States Senate, which will vote for gpprova or amendment, and send back to the House. After



approva by both the House and Senate, Congress sends the City’ s Budget and Laws to the
President of the United States to be sgned into law or vetoed.

In July 1995, Congress and the President established the Control Board, made up of five
members, to oversee the affairs of the Digtrict of Columbia Government. The Control Board has
awide range of powers, such asfind gpprovd of dl city expenditures and contracts. The
Chairman of the Control Board was the only individua who could fire the new Chief Financid
Officer who controls al Didtrict Finances.

In July 1997, the Congress passed a bill and the President Sgned the bill into law. This
law placed nine Digtrict Agencies under the direct control of the Control Board. The Fireand
Emergency Medica Services Department reported directly to the Chairman of the Control
Board. Control Board Chairman, Dr. Andrew Brimmer, directed the fire chief to develop a
performance appraisa system for the agency. Dr. Brimmer later linked this mandate to a pay
rase for the members of the Fire and Emergency Medicd Services Department in October 1998,

In September of 1998, Alice Rivlin was gppointed by President Clinton as the new
Chairperson of the Control Board. Ms. Rivlin’'s term as chairperson began at the sametime as
three other new members of the Control Board were sworn in to assume their duties of control of
city financid matters.

In June 1998, the city’s Chief Financia Officer, Anthony Williams, announced theat he
would run for Mayor in November 1998. Mr. Williams decision was based on two critica
factors. Firg, the current and long-term Mayor, Marion Barry, announced that he would not seek
redection. Second, the city finances were on solid ground, and there was a budget surplus for
the first time in the Didtrict Government since the beginning of home rulein 1976.

On November 2, 1998, Anthony Williams was eected Mayor. Mayor Williams was

sworn in on Saturday, January 2, 1999. On Monday, January 4, 1999, he conducted hisfirst
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cabinet meeting. In this meeting, agency heads had one week to develop short-term plans (Six
months) to show an improvement in the services provided to the citizens. Ingtructions were also
given to develop long-term plans (two years) to show mgor changesin their agencies.

Limitations of 1998 Research

In Herr, 1998, three limitations were identified: (1) asmal group conssting of one
officer from each rank (sergeant, lieutenant, captain, and battdion fire chief), (2) officers
selected were considered by the author to be top-notch , and (3) time did not permit follow-up to
seeif developmenta actions would be taken by these officers. Pursuing further implementation
without examination of the previous limitations would not be prudent.

The development of an action plan to implement a 360- degree performance appraisal
system for use by the DCF& EM SD was prepared to meet the gpplied requirements of the
Executive Planning course a the Nationa Fire Academy. The research relaesto the plan
development unit of the Executive Planning course by sating the gods of the plan, identifying
the plan components, and eva uating the best methods of achieving these godls. The problem,
however, isto develop an implementation plan for a 360-degree performance appraisal system
for the DCF&EMSD. The results of this research will have a sgnificant impact on the
DCF&EMSD’ s ahility to provide an effective gppraisa system for officers to receive feedback
on their job performance. This research will provide a plan for implementing a 360-degree
performance gppraisal system for officers of the department. This system will enable the officers
of the DCF&EMSD to develop into leaders and managers. This development is necessary if the
department is to conform with city vaues of greeter accountability and improved ddivery of
services.

Dueto orders from the Mayor for plans to improve services, and the mandate by the

Control Board to have an annua evauation system for every officer and member of the
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department, this information comes a an opportune time.  Supplying this research to those
involved in decison making will dlow the key playersto see the potentia benefits of a 360-

degree performance gppraisal system.

LITERATURE REVIEW

360-Degree Performance Appraisals

Literature deding with information on 360- degree performance appraisa systems
generdly fits the following 1994 description of Brian O Rellly:

You ve been X-rayed, CAT scanned, poked, prodded and papated in al the most

embarrassing places. Now akindly professona you' ve never met is about to pull up a

folder with your name and tell you what he or she has found.

Only it's not your lower intestine that’ s about to be discussed, but something even

more persona -- you -- your personality, the way you dedl with people, your

talents, vaues, ethics, and leadership -- and the folks who did the poking and

prodding weren't anonymous technicians, but a half dozen of your closest

colleagues at work. (p. 93)

In 1995, Warren Shaver echoed O’ Rellly when he stated, “Findly, 360-degree feedback
can be very scary for ratees. Some of the collected information can be persond, or even
embarrassng. It'shard to remember that criticism is supposed to be constructive when a half
dozen people have said you are too disorganized.” (p.1)

The technical description used for 360-degree performance appraisd ratersis qudified by
Latham, (1984) in answering his question, “Who Doesthe Appraisng?* Laham’s response
was, “Typicaly, thiswould include the person’s superior, peers, subordinates, clients or
customers, and the employee himsdlf or hersdlf.” (p. 95) Latham, thinks the popularity of 360-

degree gppraisa processesis because these evaluations focus on the future.
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The most effective dtrategy, for deding with poor performance, isto focus on the future,
rather than on the past. Focusing on the past is generdly unproductive for two reasons. First,
there is no way that the past can be undone. Second, it ismost likely to lead to argument, due to
different perceptions of past events by the gppraiser and the subordinate. It istrue that vauable
lessons can be learned from past mistakes, but these lessons are likely to be more paatable to the
learner if the emphadisis on what he or she shdl do differently, sarting today, than if the
emphasisis mainly on the appraiser’ s perceptions of the employee’ s errors, omissions, and foul-
ups. (p.97).

Peter Drucker, (1966) discussed the performance appraisals that focus on a person’s
wesknesses this way:

For asuperior to focus on weakness, as our appraisas requires him to do,
destroys the integrity of his relaionship with his subordinate. The many
executives, who in effect sabotage the gppraisas their policy manuds
impose on them, follow sound ingtinct. 1t is aso perfectly understandable
that they consider an appraisa interview that focuses on a search for
faults, defects, and weaknesses digagteful. It isthe wrong toal, in the
wrong situation, for the wrong purpose. (p.85)

Drucker dso stated that the focus of performance gppraisas should be on strengths, not
on weaknesses, and that the following four questions will achieve this god:

@ What has he or she done wdll?

(b) What, therefore, is he likely to be able to do well?

(© What does he have to learn or to acquire to be able to get the full benefit from his

Srength?
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(d) If I had a son or daughter, would | be willing to have him or her work under this

person?
0] If yes why?
(i)  If no, why?

Weaknesses are seen as limitations to the full use of strength and to one's own

achievement, effectiveness, and accomplishment. Question (d)(ii) aboveisthe

only question not primarily concerned with strengths. Subordinates, especialy

those that are bright, young, and ambitious, tend to mold themsdlves after a

forceful boss. Therefore, thereis nothing more polluted or destructive in an

organization, than aforceful, and basicdly corrupt, executive. Such aman may

operate effectively on his own, and even within an organization he may be

tolerable, but only if denied al power over others. But in aposition of power

within an organization, he destroys. (p.87)

This change in focus of performance appraisas, described by Drucker in 1966, may have
been the foundation for the type of feedback appraisas that show the strengths and identified
weaknesses for would-be leaders and managers. Additionally, this type of feedback alowsthe
leaders and managers an opportunity for growth.

In 1997, Stephanie Gruner described one of the driving forces behind the change from
top down to a 360- degree process thisway:

It used to be smple. Employees met with aboss for a performance review, and

ether got araise or didn’'t. But times change. Intoday’ s flatter organizations,

more and more companies redize they need feedback from personson dl levels.

Asareault, peer reviews and upward reviews (in which employees review ther

supervisors) today, supplement the traditiona top-down reviews in some



companies. Now, with the latest evolutionary 360-degree reviews, the

performance evolution has come full circle.

Hymes, (1996) describes an example of why the fire service needs feedback from
subordinates to company officers. The following example explainswhy thereis difficulty in
achieving such feedback:

Can | spesk to you asecond Chief? Sure, Tom. What's up? 1'd like to talk about

alittle problem at our gation, if 1 could. | thought that’s what captains were for, |

teased. Well, the problem isthe Captain. It's been going on for along time;
everyone' sreluctant to bring it to you. We keep thinking it'll cureitsdf, but it

hasn't.

He went on to present a picture of an autocratic-type supervisor, maybe even a

touch despatic, who ran the company with an iron fist and who difled initiative

with sarcadtic and demeaning retorts.

The type of supervisor he was describing was the bad example we dl read about in our
personnel adminigtration books, but thiswas not the captain | knew. | found the story
unbelievable; even questioning my own critica perception of others, perhaps unwilling to admit
my own naivete. However, candid conversation with present and past subordinates proved the
gtuation quite true, maybe even understated. A confrontation loomed.

Because fire stations creste a decentralized workplace, battalion chiefs and

officids a more senior levels, ssldom achieve close contact with subordinate

supervisors. We can't monitor supervisory skills as directly as we would like.

We generdly observe the company’ s performance and take our cues from there.

Since we, as managers, are charged with tremendous responsibility in terms of

14



employee development, we require feedback from every angle to ensure that our

subordinates are adequately and appropriately trained. (p. 109)

There has been rapid growth in the use of 360-degree performance appraisas. In
O'Rellly’ s article, severd private industry executives are quoted on their fedings concerning the
use of 360-degree performance gppraisas. The following quotes are some of the examples:

Severa feedback experts single out “ untrustworthy” as the most devastating

sngle criticism for most people. “Bad lisgener” gtings. Words indicating that

your judgment and thinking are sub-par will rattle amost anyone, says Susan

Gebdein, aVice Presdent at Personnel Decisions, Inc., a big human resources

consulting company in Minnegpolis. “Those are the core competencies’, she

says.

What's most interesting about feedback isn't the pain it causes the mechanics of

its operation or its growing popularity. It'sthe huge variety of unpredictable

comments -- and potentia learning -- that it delivers. Most people are surprised
by what they hear. Only afraction of managers have agood grasp of their own
abilities. Thosewith certain blind spots are routingly judged “less-effective’ by

co-workers. (p.94)

Gebedien goesonto say: “Feedback ddiversits wallop and generates
change depending on what a person and the organization vaues. If they care
about rdaionships with others, it will have an effect in thet area If they
emphasize management planning, it will have an impact there. (p.100)

The Presdent of Raychem, a 1.5 hillion eectronics and eectrica company in

Cdifornia, saysthat he didn’'t get any mgor surprises about himsdf, but was
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intrigued to learn that he waan't fooling his subordinates either. They told Robert

Sddich that he was't good at contingency planning. (p.94)

Mog reveding to Joe Mdik, manager of ateam of engineersfor AT& T, was that

his subordinates expected things of him he'd never imagined. “1 found out thet |

need to articulate the vison and mission of our little unit. | was surprised -- not

because | pride mysdf on my visoning -- but because we' re a heads-down

organization working on network products for the phone system. Most people

want to know where we' re going, and whether the managers heads are screwed

on right, and what | aspire the business to be.”

Many companies are using feedback for cultura change to acceerate the shift to
teamwork and employee empowerment (p.94).

William J. Miller, aresearch supervisor a Du Pont, helped ingtal a feedback system for
80 scientists and support people severd years ago. A high or low score didn’t predict a
scientig’ s ahility to invent Teflon, says Miller. But what feedback did was redlly improve the
ability of peopleto work in ateam. Ther regard for each other and behaviors that were
damaging and sdf-centered are what changed (p.100).

The growth of 360-degree performance appraisals was expressed by Stephanie Gruner
thisway: “There s no doubt that 360-degree reviews are trendy. A study last year by the
American Management Association revealed 13% of companies surveyed performed 360-degree
reviews, and the number is growing.”

Performance appraisals of leaders and managers should be designed to measure

these leaders and managers againgt the values of the organization. The gppraisas

may be trendy, but they are not afad, according to Warren Shaver, Jr. (1995),

who stated:



Onething isfor sure -- thisisnot afad. Use of multi-rater systems has been
increasing for years. Consultants Ellen Van Ve sor and Stephen J. Wall say the
number of off-the-shelf feedback instruments aone have quadrupled from 1982 to

1992. More are being developed both commercialy and privately al the time.

(p.1)

In 1996, Rafael Colon, who isthe Administrator of Management Education and
Developmentd Services for the Washington State Department of Personnel, wrote about
Washington State' s use of 360-degree assessmentsin public-sector management:

These are extraordinary times for managersin dl fields of endeavor. The

working environment, technology, work force, customer expectations, and the

very nature of work itsdf, are al undergoing revolutionary and constant change.

In this changing world, time-honored conventions of management practices

cannot be counted on to garner the same results asthey did in the past. While

they strive to keep up with the changes in the workplace, managers must dedl with
the additiond chalenges of downsizing, accountability, and ethica dilemmas.

“In addition to these chalenges, managersin the public sector must find waysto

meet increasing demands for service with declining resources and satisfy the

public’s expectations for higher quaity services. To do this, government
managers must find ways to manage smarter, increase efficiency, and improve
services.

Management Excellence Through Assessment’s (META) 360-degreereview isa

full perspective feedback and developmenta process that enables managers to see

themselves as others see them. Perspectives from staff, peers, and supervisors are
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synthesized and returned in a confidentia report that portrays both management

strengths and development needs. The focus of the instrument isto strengthen

management and leadership practices congdered critica for successful

performance in the public sector. (p. 1)

In 1998, Herr relates that the 360-degree performance appraisal system described above
was performed on him when he states. “ Shaver discusses the same generic process as described
by Colon and O'Rellly. Remarkably, thisis the type of process that was performed on me by the
George Washington University’s Center for Excellence in Municipa Management (the
‘Center’), aprogram for Digtrict Government Employees. (p.18)

Herr’ sresearch in 1998 involved interviews to support implementing a 360-degree
performance appraisal system for the Fire and Emergency Medica Services Department. On
October 2, 1998 [1997], in an interview with Mark Bigelow of the Center for Excdllencein
Municipad Management, he explained that the 360- degree performance gppraisals used by the
Center was a program owned by the Digtrict of Columbia Government. It had been purchased
from the United States Government and was devel oped by the Office of Personnd Management.
Mr. Bigelow explained that the Program was originally cdled “USA Careers’ and that there
were many different types of employee classifications and performance gppraisas for these
classfications. He went on to explain that it was a computer-based system, and that he was
performing the data entry from the information on each form. However, Mr. Bigelow noted this
was not the way the system was designed to be used. During this discussion, Mr. Bigeow stated
that the Digtrict of Columbia Office of Personnd’s Center for Work Force Development would
be a good source of information on how the USA Careers System would be used by agencies of

the Didrict Governmernt.
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In two subsequent interviews with the Digtrict of Columbia Office of Personnd’s Center
for Workforce Development’ s Director, Dr. David J. Pass, and Training Manager, Ms. Gillian
Myers, vauable information was gained into the development and use of the USA Careers
program for the District Government Agencies.

During an interview with Dr. Pass on April 3, 1998, he explained that the history of the
USA Careers program started about three to four years ago when the United States Office of
Personne Management decided to smplify job classification. The intention was to broadband
many of the current classfications into aress that required common skills. The common skills
were broken down into three bands. Managerial Supervisor, Executive (Professond and
Adminigrative), and Clericd and Technical. The intention was to have jobs that would have not
only common skills, but aso transferable kills.

Employees of the Digtrict Government were part of the consortium that worked on this
project for the Federal Government. This consortium develop two programs -- one was the 360-
degree assessment program, USA Careers -- and the other was titled Human Resource Manager.

The Human Resource Manager would assist human resource managers with matching
skillsand job classfications. USA Careers would provide assessments of employees that would
identify strengths and weaknesses, plus provide a developmentd plan for the employee. In some
cases, the employee may find that it would bein their best interest to change job classifications.

When asked about the use of 360-degree performance appraisals for pay and promotions,
Dr. Pass explained that there were certain factors that would have to be considered. Firgt, that
the assessment was designed to be private for the ratee, and that the effectiveness of 360-degree
gppraisals was based, in part, on it being confidentid. Second, if these assessments were going

to be shared with supervisors, then al persons involved would be informed up front. Dr. Pass



agreed that the 360-degree performance appraisa could be used as the basis for a performance
contract and that the exceeding of objectives could be linked to higher pay.

Linking USA Careersto the agencies of the Digtrict Government was the responsibility
of the Center for Workforce Development’ s Training Manager, Ms. Gillian Myers. In apersond
interview on April 7, 1998, Ms. Myers explained the ability of Digtrict Government Agencies to
use the USA Careers Program. She explained that it was a computer-based system that could be
used on the Digtrict Government Internet. Each office would have a password, and the password
would open the program to alow for data to be entered. However, only the person being
assessed could gain accessto the dataiin its completed form. Thiswould alow the assessment to
be confidentid.

The system is currently set up asamode at the personnd office. In the near future, the
system would be offered at Six career assessment centers, which would be located at facilities
throughout the Digtrict Government. Ms. Myersfdt that this program, when in place, would fit
into the technology plansfor dl District Government Agencies, and would be a cost-effective
method to conduct 360-degree performance appraisals. (p.19).

The interviews with Myers, Pass and Bigelow confirmed that it islogidticaly feasble to
implement a 360-degree system. The writings of O’ Rellly, Shavers, Latham, Drucker, Gruner,
Hymes, and Col’ on, provided the factud information that a 360- degree performance appraisa

system could be an effective performance feedback system for use in the DCF&EMSD. (p.19)

20
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Strategic Plan For Implementing a 360-Degree Performance Appraisal

Successtul planning will result in smooth implementation of change in an organization.
In 1995, Bryson wrote the following about organizationd change:

| define strategic planning as adisciplined effort to produce fundamenta

decisons and actions that shape and guide what an organization is, whét it does,

and why it doesit. To deliver the best results, strategic planning requires broad,

yet effective, information gathering, development and exploration of Strategic

dternatives, and an emphasis on future implications of present decisons.

Strategic planning can help facilitate communication and participation,

accommodation divergent interests and vaues, foster wise and reasonable anaytic

decision-making, and prompt successful implementation. In short, at its begt,

drategic planning can prompt in organizations the kind of imaginative

commitment -- that psychotherapist and theologian, Thomas Moore, thinks are

necessary to dedl with individuds' life conundrums. (p.5)

Politica decison-making is the thread that makes the strategic planning process work for
private, profit and nonprofit organizations. Every organization has politics, and any drategic
plan must have been thought out with the palitics of the organization in mind. The plan must
achieve consensus on the organizationa goas and policies and programs and actions, in order to
survive the political chalenges of the interna and externd environment of the organization. The
term used by Bryson to describe how organizations can implement their Srategic plansis
“Strategy Change Cycle.” (p.23)

There are ten stepsin Bryson's Strategy of Change Cycle. These stepsinclude:

() agreeing on a drategic planning process,
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(i) identifying organizationa mandates,

(iii) clarifying organizationd missons and vaues,

(iv) assessing externa and internd strengths, weaknesses,
opportunities and threets,

(v) identifying the strategic issues facing the organization;

(vi) formulating strategies to manage these issues,

(vii) reviewing and adopting the dtrategic plans;

(viii) establishing an effective organizationd vison;
(ix) developing an effective implementation process; and
(x) reassessing strategies.
These are the steps that Bryson believes leads to actions, results and evauations. (p.24)

Like Bryson , John Kotter has developed an eight-stage process of creating mgjor change.
The eght geps are: (i) establishing a sense of urgency, (ii) creating the guiding codition,

(iii) developing avison and drategy, (iv) communicating the change vision, (v) empowering
broad- based actions,(vi) generating short-term wins, (vii) consolidating gains and producing
more change, and (Viii) anchoring new approaches in the culture. (p.21).

Edtablishing avison is part of Kotter’ s eight-step change process that discusses
leadership versus management. The leader must share the vision, and constantly communicate
the vision, with the organization’ s sakeholders. The leadership in a change process must
empower members of the organization to overcome obstacles, encourage risk taking, create an
environment where members of the organization can see the accomplishment, and the
accomplishments are celebrated. Developing managers into leaders become part of the

organization’s culture. (p.21).
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Organizations that successfully complete atransformation fee compelled to change due
to asense of urgency. Establishing a sense of urgency isthefirst step in Kotter’s change
process. (p.35)

On January 2, 1999, a sense of urgency began in the Didtrict of Columbia Government.
Thiswas the inauguration day of Anthony Williams, Mayor of Washington, D.C. Mayor
Williams took over the leadership from the much-embattled Marion Barry. Mr. Barry was
stripped of al power for running the day-to-day operation of the city by the Control Board. The
Control Board then hired a Chief Management Officer who ran the city and reported to the
Control Board.

Mayor Williams and the Control Board entered into a Memorandum of Agreement, dated
January 2, 1999, which returned power to the Mayor for running the day-to-day operation of the
city. The government of the Didtrict of Columbiais now unified under the direction and control
of the Mayor. All agency and department heads will now report to the Mayor. The Chief
Management Officer shall report to the Mayor and shal provide advice and assistance to the
Mayor in the discharge of hisduties.

Mayor Williams will establish performance agreements with agency heads. In the next
few weeks, he will be meeting with agency heads and top managers to establish new
performance agreements based on priorities and action plans that he will ask agency heads to
implement.

The paramount god of the Williams adminigtration is to build upon the foundation as s&t
forth in this Memorandum of Agreement. Our goas are common -- to deliver servicesto
ditizens of the Didrrict of Columbiain atimely and efficient manner. This god will be achieved
in the shortest possible time under a unified and coordinated Digtrict government (Fire and

Emergency Medica Services Department Memorandum, Number 9, Series 1999).



On Monday, January 4, 1999, all agency and department heads met with the new Mayor.

The Mayor again established a sense of urgency and introduced his guiding codition. Hisvison
and strategies had been established during his campaign for Mayor, and these were
communicated to the agency and department heads.

The Mayor currently plans to empower the agency and department heads to develop
broad- based action plans for both the short term and long term. He wanted short-term plans that
would produce visble winsin the next sx months. The long-term plans were to be developed
for implementation over the next two years. (Williams Adminigtration Themes, Priorities and
Strategies)

The sense of urgency generated by Mayor Williams' powers surfaced on Thursday,
January 7, 1999, when the Chief Management Officer (CMQ), Dr. Camille Cates Barnett,
resigned her position. Dr. Barneit stated that she felt she had accomplished her god of leading
the city government for the Control Board over the past year. She dso fdlt that it wastime for
her to move on. Dr. Barnett and Mayor Williams had clashed during the time she was CMO and
he was the Chief Financid Officer. The agreement between the Control Board and the Mayor
sripped the CMO of her power, and she is now reporting to the Mayor, rather then the Control
Board.

Dr. Barnett had accomplished many thingsin her first year, but she sl hed severd plans
that remained in developmenta stages. The Control Board had demanded that there be a
performance evauation sysem in place for dl Didrict government employees. On November
27, 1998, arequest for a proposa was issued by the Digtrict of Columbia s Office of Personnel
(DCOP). The request was for the new performance evauation system. In the “Request for

Proposd”, the deliverables section required a 360-degree performance appraisa component.
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The contractor is to develop a system merge with Current Human Resources and
Operating Environments. The contractor shal merge the existing components
with the Didtrict’ s environment, including USA Careers (a competency-based
system and 360- Degree Assessment), and HR manager (performance appraisal
component).

Sygem Implementatiort The contractor shall provide a plan for apilot of the new

system within various types of agencies with DCOP oversight.

Performance Evaduation Forms: These forms should include space for multiple

raters.

Ontling/Information Technology Component: This component will integrate the

new performance evauation system into the Digtrict’s computer infrastructure.

(p-12)

The contract has not been awarded at the writing of this research. The author has been
asked to be arepresentative for the Fire and Emergency Medica Services Department to DCOP
on this city-wide project.

Fire Chief Donad Edwards would like the Fire and Emergency Medical Services
Department to be selected as a pilot program agency when the contract is awarded to a vendor.
In order for the Fire and Emergency Medica Services Department to become a pilot program
agency, there needs to be a plan available for the selected vendor to use and build on.

In an interview on January 11, 1999 with Ms. Crystal Marrow, DCOP Office of Policy,
Standards, and Judicid Review, and Project Liaison with other agencies, she explained that the
city had to make sure that the selected vendor could make the system work for the entire Digtrict
government. Agencies could develop their own plans for implementation, but the vendor would

be responsible for integrating al agency plans into the entire district government system.
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She fdt thet if the Fire and Emergency Medical Services Department developed an
implementation plan prior to the contract being awarded, then the selected vendor could take
advantage of the plan. She dso felt that the Fire and Emergency Medica Services Department
would be an excdllent agency for apilot program. Her opinion was based on three specific
factors -- firgt, the number of members enrolled in the Center for Excellence in Municipa
Management, second, the prior research project conducted by this author, and third the Sze of
the agency.

Project Management Plan For Implementing A 360-Degree Performance Appraisal System

Implementing a 360- degree performance gppraisal system in an agency the size of the
DCF&EMSD will require both a strategic plan and a project management plan. This new system
will require a change in how the department conducts itself as an organization.

Bryson and Alston, 1995, explain that the strategic plan must conduct an assessment of
the strengths, weaknesses, opportunities, and threats that could prevent the success of
implementation of a drategic plan. (p. 19)

In 1996, the Project Management Ingtitute's (PMI) “A Guide To The Project
Management Body of Knowledge (PMBOK)” states that “ Projects are often critical components
of the performing organization’s business strategy. For example, a couple of the projects include
effecting a change in the structure and staffing or styling of an organization.” (p.4).

Frame, 1995, discussed the dynamics of the project life cycle. He identified that there
must be aneed prior to project seection, followed by project planning, project implementation,
project control, and evaluation and termination. However, there is constant feedback to the prior
steps, (except termination) and the feedback process congtantly returnsto project selection. His
logic isthat projects involve future commitments and costs. Therefore, organizations must

aways look to maximize opportunities when sdecting and implementing a project. (p.9)



Projects that fail are the result of not properly ng the politics of the project. Frame

ligts the following items that must constantly be examined as part of the project manager’s

political assessment:

1. asess the environment;

2. identify the godls of the principa actors;
3. asess your own capabilities,

4, define the problem;

5. develop solutions; and

6. test and refine the solutions.

The first four are designed to help project professonds acquire aredigtic view of what is

happening. Most project professionals, when tackling a project, skip over those steps and

immediately begin offering solutions to problems. They are not good project paliticians.

Because dl projects involve politics, and since these politics often have an important bearing on

whether projects proceed smoothly or roughly, it is worthwhile to examine these sepsin some

detail. (p.48)

In 1997, Dr. William G. Wdlls, J., an Associate Professor, Department of Management

Science, School of Business and Public Management of the George Washington University in

1997, discussed the key features of a project to include the following: (p.8):

conggts of afinite set of tasks,

isamed at achieving some specified objective(s);
isunique;

often serves multiple purposes,

has a specified duration, beginning and end; and

possesses many interdependencies and interrelationships.
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Dr. Wédls dso answers the question of what is project management, by identifying the
key festures.

- asgngle point of contact or control;

- high levels of coordination, sequencing and integration;

- coping with the meshing of interfaces,

- cuts across the organization;

- often deals with conflict resolution;

- dedling with uniqueness and customization.

Another definition for project management is the process of bringing a project to a
successful conclusion as efficiently and effectively as possble, finishing on atimely basis,
within budget, according to pecifications, and with ahigh level of satisfaction by the customer
and project team. (p10).

Bryson and Alston explain that step 1 of the Strategic planning processisto develop the
initial agreement among key decision-makers and opinion leaders about the overdl plan. The
agreement will establish support for worthiness and that the scope of plan identifies
organizations, units, groups, or persons who should be involved or informed, the tasks involved,
activities and time frames for completions and reports, that a committee coordinates the plan’s
process policies and directions, that there are teams to set up the day-to-day process and project
the daily needs of the plan, that resource requirements are available before the effort begins, and
that there are process champion(s) to advocate for the process. (p.30).

In 1986, Dennis P. Sevin and Jeffery K Pinto developed a framework for project
implementation. It was based on their research of successfully completed projects where the
project manager identified ten critical factors for success. (p.57)

1. Project Mission: Initid darity of goas and generd direction.



2. Top Management Support: Willingness of top management to provide the

necessary resources and authority/power for project success.

3. Project Schedule/Plan: A detailed spedification of theindividua action

steps required for the project implementation.

4, Client Consultationr Communication, consultation, and active ligening to

al impacted parties.
5. Personnel: Recruitment, selection and training of necessary personnd for
the project team.

6. Technica Tasks Availahility of the required technology and expertise to

accomplish the specific technical steps to accomplish the specific
technica action steps.

7. Client Acceptance: The act of sdling thefind project to its ultimate

intended users.

8. Monitoring and Feedback: Timey provison of comprehensive control

information at each phase in the implementation process.

0. Communications. The provison of an appropriate communication

network and necessary data to key factors in the project implementation.

10.  Trouble - Shooting: Ahility to handle unexpected crises and deviations

from plan.
Dr. Wells echoed many of theseitemsin hislist of Critical Success and Failure Features
of Project Management. He states, “when these factors are appropriately considered, projects are

more likely to succeed. When not, they tend to fail.”



Top management must make the commitment in time and resources. Senior managers
(champions) must follow, guide and support what happens, and an overdl game plan must be
devised.

Characterigtics of Project Manager: Competence of the project manager

(adminigratively, interpersonaly and technically) and the amount of authority available,

Power and Politics. The degree of palitica activity within the organization and the

perception of the project as advancing the sdf interests of members of the organization.

Environmentd Events The likelihood of externa organizationd or environmenta

factors impact on the operations of the project team, either positively or negatively.

Urgency: The perception of the importance of the project or the need to implement it as
soon as possible. (p.38).

The most urgent need of this project will be the availability of the District Government
Internet to dl members of the Fire and Emergency Medica Services Department. The
computer-based 360-degree performance appraisd system used by the Digtrict government isthe
USA Careers Program.

On January 14, 1999, an interview was conducted with Mr. Daniel Weiss, the
Management Information Systems Director for the DCF&EMSD. Mr. Weiss stated that the
entire department should have online capabilities by the middle of May 1999. The dday was
being caused by the need for severa of the older fire stations to be wired with the proper
telephone lines that are capable of carrying data.

When | asked Mr. Weiss if he fdt that the USA Careers Program would be difficult to
teach the department membersto use, he stated that he felt it would not require a great dedl of

time to train members to use the system and that it would be like teaching people how to use

30



31

e-mall. Hefedsthat it will be necessary to train severa members of the department, so that
they, in turn, can train the other officers. These same members would then train the remaining
department members on the system and computers. The trainers would aso act as the technica
support people so there would aways be someone on duty who could help the peoplein the
dtations with computer problems.

Theinterna documents of the DCF&EMSD and the DCOP, the interviews with Mr.
Weiss, Ms. Marrow, Ms. Myers, Dr. Pass, and Mr. Bigelow; and the writings of Frame, Wells,
Sdvin, Pinto, Bryson, Alston, Kotter, Williams, Herr, O’ Rellly, Shavers, Latham, Drucker,
Gruner, Hymes, Colon, and the PMI al support the conclusion that a 360- degree performance

gppraisa system can and should be implemented by the DCF& EM SD.

PROCEDURES

This action research project began with areview of published materias at the Gelman
Library located on the campus of George Washington University in Washington, D.C. and at the
Emergency Training and Learning Resource Center, in February 1998 and September 1998.
Additiond reviews were conducted at the George Washington University’s Center for
Excellence in Municipa Management, the Didtrict of Columbia Office of Personnel’ s Center for
Workforce Development/Skills Development Indtitute, the Office of Policy, Standards and
Judicid Review, the DCF& EMSD Training Academy, and the author’ s persond library, between
October 1997 and January 1999.

The literature review for this project was two-pronged -- firdt, to review information
about the use of 360-degree performance agppraisals -- and second, to gather information that
supports the development of a plan to implement a 360-degree performance appraisal system to

be used by the DCF&EMSD.



Interviews were conducted on October 2, 1997, and throughout this project, with Mark
Bigelow of the George Washington University’s Center for Excellencein Municipd
Management, with the fina interview conducted on January 26, 1999. Dr. David J Pass,
Director, Didrict of Columbia Office of Personnel’s Center for Workforce Development was
interviewed on April 3, 1998. Ms Gillian Myers, Training Manager, Didtrict of Columbia Office
of Personnd’s Center for Workforce Development was interviewed on April 7, 1998 and
throughout this project, with the final interview conducted on February 5, 1999. Ms. Crystd
Marrow, Didtrict of Columbia Office of Personnd’s Office of Policy, Standards, and Judicia
Review, was interviewed on January 11, 1999. Mr. Danny Weiss, Director, Management
Information Systems, Digtrict of Columbia Fire and Emergency Medicd Services Department
was interviewed on January 14, 1999. Follow-up questions were directed to these individuds
throughout this project as technica or historica information was discovered.

In Herr, 1998, apilot program using a 360-degree performance appraisa was conducted
on four officers of the department. The pilot program was conducted within the guideines
established Fire Chief Donald Edwards.

After much discussion on 360-degree performance appraisals, Fire Chief Edwards
granted permission for me to conduct a pilot program using 360-degree performance appraisas.
The fire chief wanted the pilot program to have the following boundaries to prevent any
misunderstandings between labor and management:

The pilot program was to use four volunteers, one from each of the following ranksin the
department: sergeant (lowest level supervisor), lieutenant (assigned as platoon company officer),
captain (assigned as company commander and platoon company officer), battalion fire chief
(battalion commander and incident commander). These officers would represent the recid

diversty of the department.
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Each volunteering officer would have a 360-degree performance appraisal conducted on
them. These officers would be rated by their supervisors, peers, subordinates, and themselves,
using an ingrument with 45 questions that measured 19 competencies. Mr. Bigeow conducts
assessment reviews for the Center for Excellence in Municipa Management. These volunteers
were then given gpproximately one month to reflect on their appraisa. Subsequently, |
conducted an interview with each using the same questions to gain insight into their experience
of having received a 360-degree performance appraisal. (p.22).

During this project, each of the four officers used in the pilot program in 1998 were again
interviewed to gather information on each individud’ s willingness to have another 360-degree
performance appraisa performed on them. In addition, they were asked how they had pursued
improving their leadership and management skills based on their 1998 feedback. These
interviews provided information that was used as part of the development of the answersto the
research questions posed for this project.

The plan to be perfected will strive to identify key players, critical componentsand a
sequentia order for implementing a 360- degree performance appraisa system for the
DCF&EMSD . To assg in the development of this plan, a computer program by the name of
Microsoft Project will be used.

Limitations

This research could have been flawed by severd factors. Firg, the development of an
implementation plan for a 360-degree performance appraisal system for the Fire and Emergency
Medicd Services Department will be apolitica decison. The current palitica environment
appears to support implementation of a 360-degree performance appraisal as part of anew
Performance Evduation System for the entire Digtrict government. However, with the changes

in the politica leadership, those plans could be changed. Currently, the Didtrict of Columbia
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government has not entered into an agreement with a vendor to develop and implement a city-
wide performance eval uation system.

Second, the information that was used to devel op the plan was based on severd different
sources who support the concept of developing a plan to implement a 360- degree performance
gppraisa system for the Fire and Emergency Medical Services Department. The foundation of
the plan is built on time frames that will require the support of both the fire chief, and the
leadership of DCOP. Without their support, this plan will not be successful.

Third, the computer program used for this project, Microsoft Project, is one of
approximately 350 off-the-shelf programs that are designed to assst with project management.
However, this program lacks the ability to capture the changes that result from tasks never being
started or completed. The computer program requires information to be entered before it can
develop a schedule for completion.

Fourth, the officers used in both this project, and the 1998 project, are top-notch officers,
s0 they have taken advantage of the developmental qudities of a 360-degree performance
gopraisa system. If alarge group or arandom group was selected for apilot program, then the
result may not have been so favorable for implementing a 360- degree performance appraisa
system.

Definitions

BROAD-BANDING OF JOB CLASSIFICATIONS. Thisisanewer concept that
dlowsfor adifferent method of classfications of employees to alow employers more flexibility
in assigning compensation levels. In addition, it dlows employersto utilize manpower with
more flexibility. For example, it will eiminate many job titles that tend to intimidate employees.
Broad- banding reduces the number of pay grades, which prevents grade switching to achieve pay

increases. Also, it facilitates more of ateam-oriented reward system.



Murder Board. A group of senior managers in an organizetion who have

projects presented to them. They ask questions and have the ability to support or

kill projects. It isused to promote buy in.

Project Management. |scompleting aproject on time, with in budget, according

to specification, and to the satisfaction of the customer and the project team.

Ratee. The person who isthe subject of the performance appraisal.

Rater. Isaperson who is completing a performance gppraisal questionnaire on

the ratee.

RESULTS
1. Would the officers in the 1998 research be willing to submit to
another 360-degree performance appraisal?

The information to answer this question was developed by interviewing each of the
members that participated in the 1998 research and evauating their responses. Each of the
officers were asked if they would be willing to submit to another 360- degree performance
appraisa. All officers responded yes.

The sergeant who had been promoted to lieutenant responded that with the promotion
came more respongbilities that required greater leadership and management skills. He has used
the feedback he received in 1998 and the categories of the 360-degree performance appraisa to
condantly critique hisdaily actions. He fedsthat by knowing the categories the raters could use
to evaluate him makes him much more conscious of his actions.

For example, on hisfirgt day as alieutenant, he had a meeting with his platoon and
explained what he expected from firefighters assigned to each position on the gpparatus. He
believes that he has set high sandards for his company. He dso redlized that his ability to train,

coach, and mentor these firefighters could be critica if they were to become more professiona
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and confident in their duties. He went on to say that he fet his predecessor had never challenged
these firefighters to become better individuals or team players. He is confident that the members
of hiscompany are now better individuas and team players.

The lieutenant from the 1998 research fdlt that he had some problem areas that he has
been working on over the last ten months. He was transferred about the sametime as he
received his 360-degree performance appraisa feedback in 1998. When he arrived at his new
assignment, the company received a new ladder truck to be placed in service as the company
goparatus. (Thisisamgor project and the department is only alowed thirty days to place new
gpparatusin service) He had limited experience as atruck company officer, and felt he would
have to depend on his crew to assst him in making decisions on how the equipment would be
placed on the new ladder truck. This example showed that he had learned to empower and to
lead and follow when the Situation called for it. He fedls certain that he has made major
improvements as aresult of recaiving feedback from the 360- degree performance appraisa
performed on himin 1998. His comments gppear to support his certainty.

The captain from the 1998 research has dso been transferred to a new assgnmernt. His
new assgnment offered the challenge of replacing avery popular captain with the company
members of a speciaized unit. Neither his predecessor or he requested to be transferred, and
there was plenty of ill fedings towards him as the replacement for the popular ceptain. Hefelt
that knowing his strengths from his 360-degree performance appraisa gave him the confidence
he needed to ded with the Stuation. He was highly rated on his gppraisd and used the same
techniques that had been successful for him in other companies. Today he feds confident that
the members of the company support him the same way they supported his predecessor. He

reminded me of his comment from my 1998 research when he stated, “I thought it focused on

36



leadership and team building, and was awell-rounded look at al the aspects of what | do
everyday.” (Herr, 1998, p.30).

The battaion fire chief said he would gladly submit to another 360-degree performance
gopraisd. Over the past ten months, he has felt that he has worked hard on his feedback, and
feelstha heis more effective in his postion now, then he was ten months ago. He went on to
explain that he enjoyed being able to review hisfeedback. He usesit as a benchmark, which
keeps him more focused on how he performs his duties.

These responses clearly demondtrate that receiving 360-degree feedback was something
that these memberswelcomed. These responses were anticipated, but the members had not been
questioned about their experience concerning their 360-degree performance appraisa in ten
months. Therefore, answering this question would provide a foundation to move forward with
developing aplan. In 1998, Herr identified additiona support for developing an implementation
plan for a 360-degree performance gppraisa system for the department.

Teamwork is preached in every level of thefire service. However, many timesit is
lacking, as was pointed out by Hymes (1996) in the example of the captain in charge of the
gation (p.109). Full circle or 360-degree performance appraisals will make people more
accountable to their subordinate, peers and supervisors. Feedback isreceived from dl levelsin
their gppraisal. In many cases, it isanonymoudy, but if the feedback is the same from every
leve, it becomes hard to dispute.

During their interviews, the officers involved in the pilot program were asked about
recommending the use of 360-degree performance appraisas. Some of their comments were, “I
strongly recommend it for officers. It could be tailored to the various ranks in the department to
alow for more focus on the objectives of the department. When a person has a problem area

explained to them, and are given some gods to drivefor, it can redly be something postive.
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Officerswill gain ingght into their leadership styles, plus their strong and wesk areas. These
gatements are an indication that the department can achieve better accountability and improved
customer sarvices interndly which can quickly become externd vaues.

2. Have the officers involved in the 1998 research used their 360-degree
performance appraisal feedback in a plan to develop their leadership
and management skills?

The members involved in the 1998 research have dl used their feedback in the
development of aplan to improve their leadership and management skills.

The comment by Gebedlien, “Feedback ddlivers its wallop and generates change
depending on what a person and the organization values. If they care about relationships with
others, it will have an effect in that area. If they emphasize management planning, it will have
an impact there” (O'Reilly, 1994, p.100). Each of the officersinvolved has developed some
type of plan based on their feedback.

The sergeant, who is now alieutenant since receiving his feedback, devel oped a method
to critique his leadership and management skills. He developed a system where he writes down
his actionsin different Stuations. Then he performs a sdf- critique on these actions and writes
down what lessons he has learned, and how he may handle each Situation better the next time.
He then meets with a coach/ mentor each month to discuss his self-critiques.

These discussions have benefited both the lieutenant and his coach/mentor. The
lieutenant receives feedback and advice, and the coach/mentor gainsinsght into the problems of
company officers that do not confront him on adaily basis.

The lieutenant in the 1998 research has established some short and long-term gods. His
short-term goa was to attend atraining class on problem-solving, which he has accomplished.

His long-term god was to complete his Bachdor of Science Degree, which he will accomplishin
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the Fal of 1999. Heis planning to further histraining by focusing on leadership and
management kills over the summer. He believes he has made the most of his feedback and adso
conducts self-evauations of his actions.

The captain in the 1998 research is currently enrolled in the Center for Excellencein
Municipa Management Program and is dso attending college courses through the department’s
Universty of the Digrict of Columbia College Program. Through sdlf-report, heisvery
observant and constantly seeks feedback on his Kills.

In the 1998 research when asked, “Having received this feedback, did it help you focus
on how you can develop skills that will make you a better leader and manager, this captain
replied:

“To be honest, I'm the type of person who watches other people whom | consider

to be the best at what they do, and try to learn from them. | enjoy learning new

things and try to stay current. | dso have adesireto day at thetop of thelinein

my skills. | have severd areasto work on, and | will try anything to make me

better at what | do. | know that | will be taking some type of training to get

better.” (Herr, 1998, p.27).

The battaion fire chief involved in the 1998 research has been attending conferences and
courses to help improve on area such as planning and time management. He credits the feedback
from his 360-degree performance gppraisal with his seeking these training opportunities. Hisjob
requires him to maintain labor relaions with the four unions that make up the nearly 1800
employees of the department. He fedls he has grown as aresult of the feedback he received in
1998.

These officers have dl used their feedback to improve their Kkills, the quote below

appears to talking about these officers.
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“Improving their skills and behaviors develop leaders and managers by making
them accountable for their own improvement. The best way to look at a 360-
degree performance appraisa system is as a source of information that make
better leaders and managers.” (Shaver, 1995, p.13).
3. Should implementing a 360-degree performance appraisal system be a
short term (six months) or a long-term (two years) plan?
The implementation of a 360-degree performance appraisal system should be along-term
(two year) plan based on the criteriaidentified by Mayor Williamsin his Themes, Priorities, and
Strategies (1999).
Strategy #1:  Identify short term, visible service improvement action plans that our resdents,
vistors, and business communities can observe, measure and benefit from.
Short term -- visble results within Sx months to one year;
Resources - use exiding full time employee (FTE) and budget resources.
Strateqy #2:  Develop, or defing, action plans to implement permanent meaningful
improvements in how the Digtrict government conducts its business.
Long term - up to two years,
Resources - recognize possible need for additiond infrastructure investments;,

Resources - anticipate redizing significant efficiencies and cost savings.



41

Comparison of Short Term and Long Term Action Plans

Strategy #1 Strategy #2

Timdine Timdine

*Now to 1 year *Now to 2 years

Resources Resources

* Use exigting resource base *|dentify and implement efficiencies
(FTEs, $ budget)

Infrastructure Infrastructure

* Emphasize retraining, enhanced management, (Recognize possible need for infrastructure

and re-deployment of exigting resources and changes (Technology, procurement, personnel)
infrastructure

Priorities Priorities

*Focus on improvements * Recognize need to focus on internd

improvement strategy, aswel as customer

sarvice (p. 34)

Implementing a 360- degree performance appraisa system clearly fdlsin along-term
plan. It will take nearly two years to completely implement. Implementation will require
resources that are not available in the current operating budget. It is anticipated that it will cost
approximately $100,000.00 to get members of the department trained to implement a 360-degree
performance appraisa system. Theinfrastructure needs should be addressed as part of the

current departmenta technology upgrades. Priorities of Strategy #2, “ recognize need to focus on




interna improvement strategy, as well as customer services’ will be achieved if a 360-degree
performance appraisa system isimplemented.

Technology upgrades are a ssumbling block for implementing a 360- degree performance
gppraisa system for the DCF&EMSD. On January 14, 1999, Mr. Weiss, the Management
Information Systems Director for the DCF& EM SD, stated that the entire department should have
online capabilities by the middie of May 1999. The delay was being caused by the need for
severd of the older fire gations to be wired with the proper telephone lines that would be
capable of carrying data. Danny Weiss dso fdlt that the USA Careers Program would not be
difficult to teach to the department members. He bdlieved it would be like teaching someone
how to use e-mal.

The request for proposal was issued on November 27, 1998, by the Digtrict of Columbia
Office of Personnel (DCOP). The request for proposa was for the new performance eval uation
sysem. Inthe “Request for Proposd”, the ddliverables section required a 360-degree
performance gppraisal component.

The contractor is to develop a system merge with Current Human Resources and
Operating Environments. The contractor shal merge the existing components with the Didtrict’s
environment, including USA Careers (a competency-based system and 360-Degree A ssessment),
and HR manager (performance gppraisal component).

The contract has not been awarded at the writing of thisresearch. The author has been
asked to be a representative for the Fire and Emergency Medica Services Department to DCOP
on this city-wide project.

Fire Chief Donad Edwards wants the Fire and Emergency Medical Services Department

to be selected as a pilot program agency when the contract is avarded to avendor. In order for
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the Fire and Emergency Medica Services Department to become a pilot program agency, there
needs to be aplan available for the selected vendor to follow.

Ms. Crystd Marrow, DCOP Office of Policy, Standards, and Judicia Review, and
Project Liaison with other agencies, stated on January 11, 1999, that the city had to make sure
that the selected vendor could make the system work for the entire district government. Agencies
could develop their own plans for implementation, but the vendor would be responsible for
integrating dl agency plansinto the entire district government system.

4. Who are the key players in the change process, and what are the
critical components and sequential order of tasks that will need to be
accomplished in order to implement a 360-degree performance
appraisal system?

It is possible to identify key players, critical components, and a sequentia order of tasks
that will need to be accomplished to implement a 360-degree performance gppraisal system.
Appendix A containsthis plan. The development of the implementation plan for a 360-degree
performance appraisal system was derived from severa sources identified in the literature
review. Kotter's 1996, identified The Eight- Stage Process of Creating Mgor Change. Frame,
1995, identified the Dynamics of the Project Life Cycle. By combining information from Kotter,
Frame and Bryson, the plan was developed. Asthe plan was being formulated, there was an
obvious relationship between Mayor William's Themes, Priorities, and Strategies, and Kotter's,
Eight-Stage Process of Creating Mg or Change.

In Kotter, 1996, he discussed the eight-stage change process this way:

The methods used in the successful transformation are al based on one

fundamentd ingght -- that mgjor change will not hgppen easly for along ligt of

reasons. Even if an objective observer can clearly see that costs are too high, or
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products are not good enough, or shifting customer requirements are not being

adequately addressed, needed change can still be stalled because of inwardly

focused cultures, pardyzing bureaucracy, parochid palitics, alow leve of trust,

lack of team work, arrogant atitudes, lack of leadership in middle management,

and the generd human fear of the unknown. To be effective, a method, designed

to dter Strategies, reengineer processes, or improve quality, must address these

barriers, and address them well. (p.20).

Kotter describes the eight steps to combat the major reasons why change will not happen
eadly: (i) establishing asense of urgency, (i) creating the guiding codition, (iii) developing a
vison and grategy, (iv) communicating the change vision, (v) empowering broad-based actions,
(vi) generating short term wins, (Vii) consolidating gains and producing more change, and
(viii) anchoring new approachesin the culture (p.21).

Egablishing avidon is part of Kotter's eight-step change process that discusses
leadership versus management. The leader must share the vision and congtantly communicate
the vison with the organization’s akeholders. The leadership in a change process must
empower members of the organization to overcome obstacles, encourage risk taking, create an
environment where members of the organization can see the accomplishment, and the
accomplishments are celebrated. Developing managers into leaders, becomes part of the
organization’s culture. (p.21).

Organizations that successfully complete atransformation fee compelled to change due
to asense of urgency. Establishing a sense of urgency isthe first step in Kotter’ s change process
(p.35).

In 1995, Frame, discussed the dynamics of the project life cycle. He identified that there

must be aneed, prior to project selection, followed by project planning, project implementation,
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project control, evaluation and termination. However, there is constant feedback to the prior
steps, except termination, and the feedback process constantly returns to project selection. His
logic isthat projects involve future commitments and costs. Therefore, organizations must
aways look to maximize opportunities when sdecting and implementing a project. (p.9).

Projects that fail are the result of not properly ng the politics of the project. Frame
ligts the following as the items that must congtantly be examined as part of the project manager’s
political assessment:

1. Assess the environment;

2. Identify the gods of the principa actors;

3. Assess your own capabilities;

4, Define the problem;

5. Deveop solutions, and

6. Test and refine the solutions.

The firgt four are designed to help project professonds acquire aredigtic view of what is
happening. Most project professionas, when tackling a project, skip over the first four steps and
immediately begin offering solutions to the problems. These professionas are not good project
politicians. Because dl projects involve palitics, and sSince these palitics often have an important
bearing on whether projects proceed smoothly or roughly, it is worthwhile to examine these steps
in some detail. (p. 48).

In order to implement a 360-degree performance appraisa, each of the six items listed
above will have to be watched closdly. The palitical environment can change quickly in
Washington, D.C.

Bryson stated: “ Successful planning will result in smooth implementation of chageinan

organization.” He continued that defining a strategic plan shapes and guides what an



46

organization is, what it does, and why it doesit. To accomplish the gods of the plan,
information must be compiled from awide variety of sources, and it must as accurate as possible.
Alternatives must be explored to meet future requirements. Bryson's statement that:

Strategic planning can help facilitate communication and participation, accommodation

divergent interests and vaues, foster wise and reasonable anaytic decison making, and

prompt successful implementation. In short, a its best, strategic planning can prompt in
organizations the kind of imaginative commitment -- that psychotherapist and theologian,

Thomas Maoore, thinks are necessary to ded with individuas' life conundrums. (p.5).

Politica decisonmaking is the thread that makes the strategic planning process work for
private, profit and nonprofit organizations. Every organization has politics, and any drategic
plan must have been thought out with the palitics of the organization in mind. The plan must
achieve consensus on the organizationd gods, policies, programs and actions in order to survive
the political chalenges and interna and externd environment of the organization. “ Strategy
Change Cycle’ isthe term used by Bryson to describe how organization can implement their
gtrategic plans.(p.23).

Kotter, Frame and Bryson offer ingght into preparing a roadmap to implement a 360-
degree performance gppraisa system. In addition, they offer solutions on how to ded with the
project problems. The god of this plan isto identify key players, critica components and a
sequentia order of tasks for implementation. However, eva uation and contingency planning
will be ongoing during any implementation attempt, and would be under the control of the
vendor who is awarded the contract with DCOP. The god isto build aimplementation plan that
will be appedling to the contracted vendor with DCOP, and for the Fire and Emergency Medica

Searvices Department to be selected for a pilot program.



DISCUSSION

The DCF&EMSD has an opportunity to develop an implementation plan to improve the
leadership and management skills of department officers through feedback they will receive from
360- degree performance gppraisals. The research conducted by this author in 1998, coupled
with the responses received from the officers used in the pilot program and the directions
received from the new Mayor, clearly indicate thet the timeis now to put forth aplan to
implement a 360- degree performance appraisal system for the department.

John Kotter’ s eight- stage process of creating mgjor change clearly focuses on the goas
being established by Mayor Williams. Thefirst step, establishing a sense of urgency, happened
when Mayor Williams decided to run for office. Once elected, he demanded that Congress and
the Control Board restore power to the Mayor’ s Office that had been removed in 1997.

Step two is creating the guiding codition. The Mayor Elect quickly surrounded himself with a
trangtion team that included former Senate Leader Robert Dole, and other high politica leaders,
who, & many times, were on opposite ends of the politica spectrum. The trangition team Sarted
building unity throughout the dity in support of the Mayor’ s vision (step 3) -- which wasto
restore Washington, D.C. to the greatest city in theworld. The Mayor’s vison involves meeting
the expectations of the citizens for better services sooner, for amore effective and efficient
government, and actions and decisions -- not sudies and theories. Mayor Williams wants plans
to implement improvements.

Mayor Williams started step four (communicating the change vision) before he was
elected on November 2, 1998, and has not stopped communiceating the change vison. Step five
(empowering broad-based actions) came on January 4, 1999 when he ordered his agency heads
to take arisk and to develop plans for making changesin how the city will run, and to develop

short and long-range plans.

47



48

Step 6 (generating short-term wins) will come in the next Sx months as agencies
implement highly-visible improvementsin the city government. Urgency was reinforced by the
resgnation of the Chief Management Officer, who was hired by the Control Board, and the
Mayor saying he expected there to be casudties among agency heads, and for the first timein its
history, the city announced a surplus in its budget (step 7 -- consolidating gains and producing
more change). Now the Mayor is looking to implement step 8 (anchoring new approachesin the
culture). (p.21).

Kotter’s process discusses leadership versus management. The leader must share the
vison and congtantly communicate the vison with the organization’s sakeholders. The
leadership in a change process must empower members of the organization to overcome
obstacles, encourage risk taking, create an environment where members of the organization can
see the accomplishment, and the accomplishments are celebrated. Developing managers into
leaders, becomes part of the organization's culture. (p.21).

DCF&EMSD has the opportunity to achieve amgor cultural change over the next few
years. Full circle or 360-degree performance appraisas should be at the forefront of this cultural
change. Officers are taking advantage of the 360-degree feedback they received during their
1998 gppraisal. Each officer hasimplemented a developmenta plan to become a better leader
and manager. The author and other department officers who are enrolled in or graduated from
the Center for Excellence in Municipa Management have been exposed to 360-degree feedback.
Thereis support for culture change in city government and risk-taking is being encouraged by
Mayor Williams, and he will be expecting long-term plans that can change the culture of the
Didrict governmen.

In 1998, this author provided supporting research to implement a 360-degree

performance appraisals system to anchor this cultura change:
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When looking at implementing a performance appraisal system for officers of the
DCF&EMSD, consderation must be given to what is of vaue to the organization. Will
the performance appraisal system develop those officersinto leaders and managers that
hold the same values as the organization? The use of a 360-degree performance appraisa
system is an ingrument that can answer that question and perform these tasks.

The example by Hymes, (1996), is adescription of why the fire service needsto give
feedback to company officersfrom dl angles -- supervisors, peers, co-workers and subordinates.
The firefighter Tom asks to spesk to the chief. Tom tdlsthe chief thereisa problemin the
dation, and that the problem is the captain. The problem has been going on for along time and it
isnot getting better. Tom describes the captain as an autocratic supervisor, who is an iron fisted
boss, and uses sarcastic and demeaning retorts on people when they show initiative (p. 109).

Thistype of Stuation happens when there is no feedback given to managers on their
strengths and weaknesses. | have seen and worked for officers who act the same as this Captain.
In dmost every case, they quickly lose the respect of their co-workers, subordinates, and
supervisors. Many have asked for feedback when they redlized that people are not responding to
them in a pogitive manner. (p. 36).

The officers who participated in the 1998 research took arisk when they agreed to be part
of the pilot program. Each of these officers when asked to be part of the pilot program were
given two guarantees. Firdt, this author would not see their 360-degree performance appraisals.
Second, arrangements would be made for someone to explain their gppraisas to them and give
them support in developing a plan to make them better leaders and managers.

Each of the officers were asked what portion of the appraisal focused on the type of

feedback they needed. Everyone stated that dl portions of the appraisa were needed, and one



officer had changed his mind from a negative response to a positive response after recelving his
feedback.

In question two, each officer was asked if their feedback had identified strengths and
weaknesses that they had not anticipated. Each officer sated that he had received information
they had not anticipated, but most of the feedback was more positive then they were expecting.

When asked if they would recommend 360-degree performance gppraisasfor officersin
the department, al officers replied that they would definitely recommend its use for officersin
the department.

When asked if the feedback had helped them to focus on how to develop skillsto make
them better leaders and managers, everyone of the officers had aready taken some type of action
to make themsalves better leaders and managers.

The common thread between each of these officersisthat they are willing to try amost
anything that they think of to make them better at their jobs. Hakaki, 1995, discusses how a
manager deals with change says alot about them.

Less effective managers didike change. They prefer awork environment marked by
predictability, order and stability. Many believe that turbulence in their firmsis the “fault” of
senior management; othersfed it istemporary.

How do you look at change -- asatemporary evil, or as an gppeding fact of lifein
business? Do you embraceit or try to avoid it? Areyou energized by it, or are you happy only
with order and stability? (p. 10)

The vaues of the city are changing and the need for better accountability and improved
customer services will have to be embraced by the |eaders and managers of the DCF&EMSD.
Full-circle performance appraisals are a method to help the organization embrace these vaues

(Herr, p. 38).
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The officersin the 1998 research would wel come the opportunity to receive another 360-
degree performance gppraisd. These officers have al used their feedback in a persond
development plan that ranges from having a coach/mentor, to enrollment in the Center for
Excdlencein Municipd Management.

In summary, the use of a 360-degree performance appraisa system for officers of the
DCF&EMSD, holds the key to achieving the organizationa values of accountability and
improved delivery of services. In addition, the feedback from the 360- degree performance
gopraisa system will provide every officer with an opportunity to improve his leadership and
management sKills.

A long-term plan (two years) for implementation of a 360-degree performance appraisal
systemn in the Fire and Emergency Medica Services should be developed and turned over to the
decision-makers and the vendor awarded the DCOP contract for implementing performance
evaduaions. The Mayor wants plans, and developing an implementation plan for 360-degree
performance appraisalsis the type of cultural change needed for the Mayor’ s vison to become
anchored in the culture.

RECOMMENDATIONS

It is recommended that the DCF& EM SD’ s |l eadership take advantage of the change
environment that has been established by Mayor Williams, and move forward with aplan to
implement a 360-degree performance gppraisal system for the officers of the department. This
recommendation is based on the following factors: (i) it has been accepted by members who
have had exposure to the benefits of 360-degree feedback as a developmenta tool to improve
their leedership and management kills; (ii) implementing a 360- degree performance appraisal
system must be along-term plan (two years) because technology upgrades and implementation

contract vendors have not been selected as of the writing of this research; (iii) developing the
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implementation plan for 360- degree performance appraisas now, and giving it to the selected
contractor, should achieve the goal of the Fire Chief to have the agency sdected for the pilot
program.

Mayor Williams has demanded short-term (Sx months) plans and long-term (two years)
plansfrom dl city agency heads. The Fire Chief wants to be a pilot agency for implementing
360- degree performance appraisals, and DCOP supports this request.

In Herr, 1998, recommendations were made that should be considered as part of an
implementation plan. The use of a USA Careers, 360-degree performance gppraisal system
proved to be an excellent feedback tool for the officers who were exposed to it in the pilot
program. The USA Careers system uses 45 questions that measure 19 competencies. These
competencies incdluded items that are digned with the vaues of more accountability and
improved customer services. These examplesinclude: client orientation, cregtive thinking,
interna controlsintegrity, team building, sdif direction, planning and evauating, problem
solving, leadership, managing diverse workforce, vison, and many more, but the feedback from
these would benefit any officer of the DCF&EMSD.

The USA Careers program was overwhelmingly embraced by the officerswho
participated in the pilot program each recommend that the department use a 360-degree
performance appraisal. |n addition, they developed plansto improve their skills as leaders and

managers based on the feedback they received. They dl fet that the key to the success for any

360-degree performance gppraisa system would be to have arater who would be honest and just.

Myers (1998) stated that the USA Careers program is available for use by the department. The
cogt should be minimd & thistime and will be even less when the technology upgrades are

completed.
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It will be important to share the vision and explain the rewards of using a 360-degree
performance gppraisa system to every member of the department. Implementing this systlem
will require negotiating with labor so they should be involved during every phase of
implementation, even when it does not effect bargaining unit employees. Open and honest
communicatiions will be the key for implementation of a 360-degree performance appraisa
system. Thefina god would be to have a 360- degree performance appraisa system that would
provide feedback to every member of the department that would alow them to develop into
better leaders and managers.

The above recommendations are made with the hopes that the DCF& EMSD will have a
performance appraisal system that provides the feedback needed to develop the potentid leaders
and managers of this department asit moves into the ever-changing future. | congtantly think of
a sdebar quote from Shavers, (1995) the quote is from Dick Bestty in* Acrossthe Board”, *
Without candor, you won't have trust. Without trust, you won't have risk-taking. And without
risk-taking, you won't have cregtivity and innovation (p.3). When you find someone with the
traits of: candor, trugt, risk-taking, crestivity and innovation, you may have found alesder.”
(p42).

These comments must be considered when developing an implementation plan that will
identify key players, critical components, and a sequential order of tasks that will need to be
accomplished to implement a 360-degree performance appraisal system.

Appendix A attached hereto contains an implementation plan for the contract vendor, that

identifies key players, critical components and a sequentia order of tasks.
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APPENDIX A
PLAN TO IMPLEMENT A 360-DEGREE PERFORMANCE APPRAISAL SYSTEM

Executive Summary:

The District of Columbia Fire and Emergency Medical Services Department
(DCF&EMSD) must develop a strategic plan to implement a 360-degree performance appraisal
system for officers of the DCF&EMSD. This plan will be presented to the vendor who is
awarded the contract issued by the District of Colurhbia Office of Personnel (DCOP).

On November 27, 1998, a request for proposal was issued by the District of Columbia
Office of Personnel (DCOP). The request for proposal was for the new performance evaluation
system. In the “Request for Proposal”, the deliverables section required a 360-degree
performance appraisal component.

The contractor is to develop a system merge with Current Human Resources and

Operating Environments. The contractor shall merge the existing components

with the District’s environment, including USA Careers (a competency-based

system and 360-Degree Assessment), and HR manager (performance appraisal

component).

System Implementation: The contractor shall provide a plan for a pilot of the new

system within various types of agencies with DCOP oversight.

Performance Evaluation Forms: These forms should include space for multiple

raters.

On-line/Information Technology Component: This component will integrate the new

performance evaluation system into the District’s computer infrastructure. (p.12)
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The contract has not been awarded at the writing of this research. The author has been
asked to be a representative for the Fire and Emergency Medical Services Department to DCOP
on this city-wide project.

The contract calls for deliverables for (DCOP). One of the deliverables is to provide a
plan for a pilot of the new system within various types of agencies with DCOP.,

Oversight Performance Evaluation Forms: include space for multiple raters

On-line/Information Technology Component: that will integrate the new

performance evaluation system into the District’s computer infrastructure. (p.12)

The goal of this plan is to identify key players, critical components and a sequential order
of tasks that need to be accomplished to implement a 360-degree performance appraisal system.
Fire Chief Donald Edwards wants the Fire and Emergency Medical Services Department to be
one of the agencies selected for the pilot program.

This implementation plan will be given to the contractor to be used in developing either a
pilot program or the final product. This plan was developed by using several sources: Bryson,
Kotter, and Frame. Information from this plan was incorporated into the computer program,
Microsoft Project, which was used to develop a roadmap plan of tasks that must be.accomplished
and correlate their relationship to other tasks and the overall schedule.

This plan when implemented will provide 360-degree feedback to officers, holding them
more accountable to their internal customers, which will spill over to the external customers.
This performance feedback system can be used as a strategic plan that will provide the officers of
the department with the feedback necessary to develop their skills as leaders and managers.
Leaders and managers must change to meet the values of the city and department to have more
accountability and improved customer service. Customer service will improve internally first,

which will rapidly effect the citizens. Costs to citizens for implementation of a full-circle
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appraisal system will be minimal because the program will be part of the city’s technology
upgrades. Implementing a 360-degree performance appraisal system for officers will require a
shared vision that communicates the rewards of using a 360-degree performance appraisal
system to every member of the department. Open and honest communications will be the key
for implementation of a 360-degree performance appraisal system.

Background:

The election of the new Mayor, Anthony Williams, on November 2, 1998 and his taking
office on January 2, 1999 created a vision for the city, and a sense of urgency for agency heads
to provide better services to the citizens who live, visit or work in Washington, D.C. Mayor
Williams expects meaningful plans, both long and short term, and 360-degree performance
appraisals will meet this expectation.

Concerns were raised by the District of Columbia Financial Responsibility and
Management Authority (the Control Board), to the leadership of the Fire and Emergency
Medical Services Department about its performance appraisal system. The Control Board was
appointed by President Clinton and Congress in 1995 to oversee the operations of the District of
Columbia Government. In July 1997, the Control Board took over the day-to-day management
of nine District Government agencies by an act of Congress. The Fire and Emergency Medical
Services Department was one of the nine agencies. The Control Board has mandated that a new
annual employee performance appraisal system be in place by July 1, 1998, for every member of
the DCF&EMSD. The incentive for completing this mandate is its link to a 10% pay raise for
department members effective October 1, 1998.

In September 1997, the Control Board had consultants perform an examination of the
entire fire and emergency medical services department. A consultant recommendation was for

the department to develop better leaders and managers. This recommendation became one of the
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management reform projects that have been mandated for implementation in the department by

the Control Board.

Implementation:

Implementation of a 360-degree performance appraisal system in the DCF&EMSD will

require leadership and project support. The key players must be identified so their support and

leadership will work for the implementation of 360-degree performance appraisal system.

The key players identified and their roles are listed in Table 1 below:

Key Player

For or Against

Role

Mayor Anthony Williams

For

New leaders who wants new
long and short-term plans.

Vision for City.

Control Board Members

For

Want performance appraisal
system for all District

government employees.

City Council

For/Against

Most will support; however,
some may not support if they
believe it is a mandate from
Congress or the Control

Board.

Congress

For/Against

Most will support; however,
this involves politics and some
in Congress do not support
anything new for the District

government.
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Fire Chief Donald Edwards

For

Wants agency selected for pilot
program. Supported research for

projects to implement.

Assistant Fire Chiefs

For

Believe in providing feedback to

officers for development.

Deputy Chief, Training

For

Authored research for plan.

Deputy Chiefs, Fire Fighting

For

Want better leaders and managers in

charge of battalions and companies

A/Deputy Chief, Fire Prevention

For

Graduate of the Center for Excellence
in Municipal Program and has

experienced 360-degree appraisal

Battalion Chief, Fleet Main

For

Graduate of the Center for Excellence
in Municipal Program and has

experienced 360-degree appraisal

Battalion Chiefs

For/Against

This group has to support the project.
If they do not support the project, it will

not survive.

Captains

For/Against

Company commanders that are still in
bargaining unit — believe most will

support program.

Lieutenants

For/Against

Largest group of officers -- believe

majority will support program.

Sergeants

For/Against

Lowest level officer — believe majority

will support program.
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Fire Fighters For/Against Believe majority will support because
they will be raters, not ratees.

DCOP For Responsible for implementing
performance evaluations for all District
government employees, and have had
input into this plan.

Center for Excellence in Municipal | For Supported project for 18 months.

Management George Washington

University

Implementation Contractors For/Against Has not been selected as of this date
and may not support this plan;
however, the fire and EMS Department
will have input into the implementation
plan suggested by the contractor.

IAFF Union, Local 36 For/Against Should support; however, must e

educated and involved in process to

protect their members’ interests.

Each of these stakeholders play a key role in implementing a 360-degree performance

appraisal system. This plan should be presented to the senior staff of the department. The

presentation will give an overview of how a 360-degree performance appraisal system works,

how it is used to develop leader and managers, and the expected results to be achieved. These

senior managers will be given an opportunity to ask questions and make suggestion to the plan.

Organizations call this process a “Murders Board” because senior staff have the potential to kill a
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project. The advantage of using a murders board is because it establishes buy in and support
from senior staff. Without their support, the project will fail. Failures of projects can be the
result of not having a project champion. The fire chief must be the champion for implementing a
360-degree performance appraisal system.

The champion should maintain an atmosphere of cooperation with the union to
implement this project. In an effort to build support for the project, it is recommend that the
personnel outside of the bargaining unit (battalion fire chiefs and above) receive 360-degree
performance appraisals first. Using management personnel will allow any problems areas with
the system to be identified prior to conducting the appraisals on union personnel. Labor will see
how well the system works from both a computer system stand point and a developmental stand
point. Communications about this project must be constant between labor and management.
Labor should be involved in decision processing that involve their members, and should be given
an opportunity for input throughout the entire process. This will allow for labor to see results
and have input into the development of the program prior to 360-degree performance appraisals
being performed on members of Local 36.

The majority of the Human Resources for this project are members of Local 36. Human

resources for this project have been identified and are shown in the Table 2 below.

D | | Resource Name | Initials | Number Personnel

1 |<® Training Staff TS 3
2 |& DC Office Personnel pcop 1
3 1® Center for Workforce Development CWD 2
4 |6 Technology Instructor T 2
5 1® Technology Advisor TA 1
6 |- Implementation Contractor ic 10
7 Fire Dept Personnel F 1765
8 Rater/Advisor R 30

The human resources must be properly equipped if the project is going to be successful.

The equipment needs for this project are identified in Table 3 below.
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ID [Facility |Equipment |Materials | Max Units

1 Training Academy  Overhead Proj, Screen, Vehicie, Computers Lesson Plan, Handouts 300%
2 DCOP Offices 100%
3 CWD Offices 200%
4 Academy 200%
5 TA Office 100%
6 IC Office 1,000%
7 All Stations 17,650%
8 Training Academy 3,000%

are shown with time frames and completion dates.

The critical components for this project are identified in Table 4 below. The components

D 16 Task Name Duration Start Finish

1 Implementing 360 degree performance appraisail 1058.25 days Tue 1/13/98 Tue 9/26/00
2 lmpiement Technology Upgrades 735.75 days Tue 1/13/98 Tue 11/30/99
3 i:i Implement Upgrades 435 days Tue 1/13/9¢ Tue 3/23/9¢
4 |y Train entire department as rater 180 days Wed 3/24/9¢ Tue 11/30/9¢
5 Communicate Program 185.5 days Fri 6/11/99 Tue 11/30/99
6 Develop Program Presentation 50.5 days Fri 6/11/99 Tue 7/27/99
7 E"j Develop Lesson Plans 33 days Fri 6/11/99 Tue 7/27/9¢
8 Ej Develop Printed Handouts 33 days Fri6/11/98 Tue 7/27/9¢
9 ;:3 Pick 30 Rater/Advisors 47 days Fri 6/11/98 Tue 7127/9¢
10 |&d Schedule 30 Program Presentations 90 days Wed 7/28/9€ Tue 11/30/0¢
11 Rater/Advisor Training 114.5 days Tue 6/1/99 Wed 9/15/99
12 f_i‘a Develop 80 hour Rater/Advisor Training Cours 67 days Tue 6/1/9¢ Wed 9/1/99
13 L"_‘g Center for Workforce Development Course 10 days Thu 9/2/9¢ Wed 9/15/9¢
14 Ratee’s Results and Development Program 306.5 days Wed 12/1/99 Mon 9/11/00
15 | 360s Performed on Ratees 84 days Wed 12/1/9€ Tue 2/22/0C
16 |5Ed Schedule Appointment with Advisor 68 days Sat 1/1/00 Fri 3/10/00
17 33 Produce Developmentél Plan for Ratee 68 days Sat 1/1/00 Fri 3/10/00
18 ﬁ Evaluation of Ratee’s Progress 42 days Tue 8/1/0C Mon 9/11/0C
19 Program Evaluation 322.5 days Wed 12/1/99 Tue 9/26/00
20 Survey Evaluation 310.5 days Wed 12/1/99 Fri 9/15/00
21 |74 Wiite Survey 21 days Wed 12/1/9¢ Tue 12/21/9¢
22 |5 Distribute Survey 30 days Mon 7/17/0C Fri 8/25/00
23 |I% Compile Survey Results 15 days Mon 8/28/0C Fri 9/15/00
24 |5 Report Recommendations 9 days Sat 8/16/00 Tue 9/26/0C
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The sequential order of the tasks that will be required to implement a 360-degree
performance appraisal system are shown in Table 5.

In order to keep key players, critical components and the sequential order in focus, a
Work Breakdown Structure has been developed for this project. This will identify human
resource needs and tasks throughout the duration of the project. The work breakdown structure

is shown in Table 5 below.

D Name WBS
1 Implementing 360 degree performance appraisal
Training Staff

DC Office Personnel

Center for Workforce Development

Technology Instructor

Technology Advisor

Implementation Contractor

Fire Dept Personnel

2 Implement Technology Upgrades 1.0
Training Staff

Technology Instructor

Technology Advisor

implementation Contractor

3 Implement Upgrades

Fire Dept Personnel

4 Train entire department as rater 1.1
Training Staff

Technology Instructor

Technology Advisor

Implementation Contractor

5 Communicate Program 2.0
Training Staff

DC Office Personnel

Center for Workforce Development

Technology Instructor

Technology Advisor

Implementation Contractor

Fire Dept Personnel

6 Develop Program Presentation




Name

wBS

10

11

Training Staff
DC Office Personnel
Center for Workforce Development
Technology instructor
Technology Advisor
Implementation Contractor
Fire Dept Personnel
Develop Lesson Plans 22
Training Staff
Develop Printed Handouts 23
Training Staff
Pick 30 Rater/Advisors 24
Training Staff
DC Office Personnel
Center for Workforce Development
Technology Instructor
Technology Advisor
Implementation Conftractor
Fire Dept Personnel
Schedule 30 Program Presentations 21
Training Staff
Rater/Advisor Training 3.0
Training Staff
DC Office Personnel
Center for Workforce Development
Technology Instructor
Technology Advisor
Implementation Contractor
Fire Dept Personnel
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D

Name

WBS

12

13

14

15

16

17

Develop 80 hour Rater/Advisor Training Cour:

Training Staff

DC Office Personnel

Center for Workforce Development
Technology Instructor

Technology Advisor
implementation Contractor

Center for Workforce Development Course

Training Staff
Center for Workforce Development
implementation Contractor

Ratee's Results and Development Program

Training Staff

DC Office Personnel

Implementation Contractor

Fire Dept Personnel

Rater/Advisor

360s Performed on Ratees
Training Staff
DC Office Personnel
implementation Confractor
Fire Dept Personnel
Rater/Advisor

Schedule Appointment with Advisor
Fire Dept Personne!
Rater/Advisor

Produce Developmental Plan for Ratee
Fire Dept Personnel

31

4.0

41

42

43

Rater/Advisor
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D

Name

wBsS

18

19

20

21

22

Evaluation of Ratee's Progress
DC Office Personnel
Fire Dept Personnel
Rater/Advisor
Program Evaluation
Training Staff
DC Office Personnel
Center for Workforce Development
Technology Instructor
Technology Advisor
Implementation Contracfor
Fire Dept Personnel
Survey Evaluation
Training Staff
DC Office Personnel
Center for Workforce Development
Technology Instructor
Technology Advisor
implementation Contractor
Fire Dept Personnel
Wiite Survey
Training Staff
DC Office Personnel
Center for Workforce Development
Technology Instructor
Technology Advisor
implementation Contractor
Fire Dept Personnel
Distribute Survey

44

5.0

5.1
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Name WBS

23

24

Training Staff
DC Office Personnel
Center for Workforce Development
Implementation Contractor
Compile Survey Results 512
Training Staff
DC Office Personnel
Center for Workforce Development
Implementation Contractor
Report Recommendations 52
Training Staff
DC Office Personnel
Center for Workforce Development
Technology Instructor
Technology Advisor
Implementation Contractor
Fire Dept Personnel
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